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ABSTRACT 

K dapcrlpti on is given of a carasr ladder incantiva 
prog^M) that im Qtu*rr#Btly l^eing implementad in nine school districts 
in Arisoiia, Ad^anc ^#in#nt to liighar career laddar levels is dapandant 
on w^atijig various ^ cjritaria. astablished by tha individual school 
district In this p^rogrini; salary compansation is basad on 

pari ^rinaiici comp^t^^sncy, Cora^atancy is judged by "input criteria, " 
which rajirs to th^*^ Imnl o^M functioning of a teachar while angagad 
in the initructiofl^sal pocass^ This includes oral prasantation and 
comunication as as ta aching strategies and ntatarials« "Output 

critar ia ^" involva^^s level studant response « Both teachar input and 

studant cytput tariiira obsarvad through various evaluation 

procadur^s, lnclu4 iing the iSLmm of parformanca obsarvation instrumants, 
fornial arHnf orAi^I^J. tests, And other measurainant procaduras and 
scalai« ^hs taach^:^^ inpat a^mluation critaria for maintanance and/or 
advancefnsnt faiuif^'^mgJiti at tha various lavali of each career laddar 
plan ava parali^» into t3%a following areas i (1) knowladga of 
subject Biittar^ ifik ^trwtional techniguas; (2) profassional growth; 

3) eutraciilutt ski; ll^r (4) inservica/workshop participation; (5) 
evaluation ibiliti^ ^s; ii) supporting aKperieneas; and <7) community 
serviea# Aflas^rifl^^ti^ri is parovidad of the implamantation faatures of 
tha prograi and ^? pr^ppstd program evaluation proceduras. (JD) 
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IntgQduotloni Nine Arizona achool districts are inmec^aed in the business 
o=e aduGational raf orm and what mikes therti &±f farant from ^ha rest of the 
<5oountry is that thay are submitting thsit p^rograms to a sz:srstemat ic evaluation 
o-^^er a significant period of fivi years * E7his research a^id program ©valuation 

being earriad out by the Center for EKe»llanei in lduc«tien at Mortharn 
A^^isona Univarsity and in 1989^ thy raauat^ will be prasaanted to tha Stata 
l^Bgislature for daoision making purposes (^aekard, 1986e) ^ 

Thasa districts ara accaptlng thia boXd ahallange for m variety of reaaons. 
Tttiey want to improva Reaching and attMCt^ rretain; and motivate high quality 
t^^achara. Many Segments of our aoci^ty deinanding raf^rm and changa in the 

Gi_^rrant status of aducation and in teacher ^raparation anc^ davalopmant. The 
dM^stricts want to ba in the forafront In a»d.rassing these locals state/ and 
n^ational criticisms, Tha fact remains tha^ many baliave teha teaching 
p^^of assion is indaad in serious trouble mn& thiaa initial pilot districts feel 
e^aucation is muoh too important not to d© s omething about the concerns and to 
mm^km needad improvements. 

A troubled Frof fusion i Currently^ taa^^i^ng ii not saan as an ideal 
ca-&raer ohoiea by eollege entranti. For MaMnple^^^In 1966, 26 pareant of all 
un^aivarsity applicants antarad the Collaga orf aduaation. Only 4.8 pareant of 
uru^ivarsity entrants appliad to the collaga «f edueation im. 1984" (Flowing 
Wa^lls Unified Sohool District Carstr Ladder Plan^ 1985), ETn past ymmrm, 
ta^^aehing was viewad as a prastlgious care^r^ ona which att^xractad a 
eor-jisidarable numbar of highly qualified individuals. Taao^liing is now 
ty:^pically seen as having low salaries and l^vs status. As a result^ the mora 
ac^ adamically able indi%'iduala tend to opt i^^r eariers outs ide of the 
pr*ofassion, Rosenholtg and Smjlii (1984) st-ata that^ "Eff orts to attract more 
ac^^damically able applicants, thinf should ^©eus on raisla-^^ both the base pay 
to^jo taachera^ and the social statui of taacha_ngJ' 

A Promising' golufcianf The inoit recent C^jiraniiiion (19 8S) meeting on "A 
^Ja^tion at Risk" discusses the iaaua of nBrnd^mdi iinprpvements in aducation. 
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career ladder teacher incentive programs were a major part of the maiting 
a^^^ndar and were discussed as one of the most promising avenues in effecting 
needed reform in education* This comprehensive and "systems approach" seems 
t<^ be a viable solution if properly done. Career ladder systems generally 
irmvolve a comprehensive type of teacher incentive plan. The literature (and 
n^ws sources ) is replete with descriptions of various models which ara being 
ir^iplemented in several states to determine if well-^documented professional 
p^^oblems can satisfactorily be solved (Teacher Incentives^ 1984) , 

The HistQgieal PMspmat.L^t During the first regular session of the 
TtM^irty-seventh Legislature^ Senate Bill 1336 (1985) was passed to develop and 
st^Tidy a full-scale career ladder pilot program. Senate Bill 1384 (1986) is an 
es^^ansion of S,B, 1336^ which includes a major teaaher evaluation coniponent 
ii^^lu^need by the organised teaching profession. Among several other 
sp-ecifications^ the bill (S,l, 1336) established the Joint Legislative 
Co^raiittee on Career Ladders ( JLCCL) ? and Sec, 2 of the bill listed the 
"R^^quirements for career ladder plan." 

The basic requirements which districts had to meet in ©Mer for thair plans 
to be approved by the JLCCL include the following i district teaaher 
co^a^ultation^ improved student academic achievement^ continued profesaional 
ad^^rancement of teachers^ criteria for advancement on career ladder steps / 
ad^^itional (means extendc^d or expanded) responsibilities fer teachers, 
©^^^^^^tion procedures for teachers ? compensation system basad on objactive 
pe»r£ormance evaluation^ evaluation procedures for principals^ and teaahar 
sug?port of career ladder plan. 

At this point f Arizona appears to be providing significant leadership in 
this important venture. This is due to the fact that the "atakeholdsra" have 
be^sn reasonably unified in development of the plans . Also, a period of five 
ye^rs is being allocated for the research center to conduct systematic and 
objective research in order to make appropriate recommendations. 

Cagaag liaddags Defined f The &nphitheater Public Schools (1985) defined 
ca^^eer ladders as " , -~ * a hierarchical ordering of levels within a single 
position where promotion from level to level represents acknowledgemant of 
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increasing competence in the posibion. is t^ieal of all Cazraer Ladder 

Plans (CLFs)/ the Salary scheduiiia rastf^ctured to correspond to each 
level . " 

^Tanq^^nt- tftm^todd^ - ^^Mncemenfc to higher career la^^er levels 
ia dependent on nieating variQua criteria «tablishid by indivicixaal achool 
districts. One district (tophi tliiiter, 19 35) statss, "A teagh^^'s advancement 
to B higher level on a eata^r l^ttt requi ^mm imprevad teachings skills 
combined with other skill d^v^^lciaint and/«r additional responsibilities. . . 
. Furthermore . ..alary ^ompma^m%kn Lb bgs^Mci on pirforxnanca con^etency^ not 
solely on longe ^ty and aea^asnle orsdits , " 

i^eEls^npUt i OatF^fr flglt^. "inpiL^ eriteria^" rafers to the 
level of fimctioning o£ a t^a^her while ene^aqed in the inatEruGt ional process. 
This ineludes oral presentation id cOimun;ieati©ii as well as teaching 
strategies and materials . **0^tput;ariteti™, " involves level off student 
response* Both teacher input Sttditudent c^^iitput criteria are otoaerved through 
various evaluation pr©cedU3:%i^ imluding tt:^^ use of perf orma^Ge obaervation 
instruments^ formal and inf^rtnal tssts and other measurement procadures and 
scales ^ 

The categories listed t^low m from a aiamnary of all ni.ne ^lans and input 
criteria are not precise to arxy ona of the unique district CiPs _ The teacher 
input evaluation criteria f^r ^^intinance «jid/or advancement ra^uiirementa at 
the various levels of eaeh ^anbi generalised into the following seven 

areas. A description of th% g#Mii content of input criteria of those areas 
follows I 

1* IngtruGtional.^ knowledge of subject matter^ planning^ instructional 
techniques^ motivation, geod tapporrt with atudants, individual 
instruction^ coiranuniaatiosi skillg^ nuMnagemant skills^ atiidy skills. 

2» f^T^a'i grnwt,]i g being current ^i^ith raaearch, satobatiaal 

privileges^ F^Jblishltig^ patoaionaU-am^ davilopinent of a professional 
growth planr professi^rial pwth tga ^ ning, and conduct^ingr tasearch. 

3- Qu^riculuna^ curriculUrti 3CevlaW| curr^iQUlum writing akl-lls ^ Gurriculum 
developmentf and Qucric^lumavaluatl^^n , 
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4* In-servxae/workghnps i coimnittaa work, coordinating special araa 

activities, district training programs, piloting experimental progranis, 
advisory oonamittee work, and planning and/or conducting in-sarviee 
programs « 

5, EviluafeJ.Qn g evaluation of other teachers, curriculum evaluation, 
evaluation of school programs, evaluation of pilot programs, and 
evalulation of tha aareer ladder program, 

6' Support treats mentoring, serving as a aooparating teacher for student 
teaahers/ peer eoaehing/sharing, staff development, serving as 
demonstration teacher, teacher trainer, and role modal, 

7. CQngtiunity^ serving as a aonffnunity liaison, legislative liaison, and in 
other needed public relations areas, 

itudenfe Aehie^^Mi^g Arizona law also requires student output criteria 
to be evaluated (output criteria involves demonstration of some form of 
student achievement) , Plans are not clear as to how this component of the law 
will be met* Standardized achievement tests may be used, but research 
standards require that there will be some kind of demonstration on "criterion 
type" measurement instruments. This would involve criterion measures at the 
beginning of a period and scores on the same or aquivalent evaluation 
instrument at a later time. This procedure would eliminate comparison of one 
teacher's class to another. It would recognize the extraneous variables 
involved, while meeting the goal <or assumption of responsibility) that 
teachers are responsible for learning change. 

PROGRAM TMPT^ mmOTATie^ FEATORgg 

lach district in Arizona formulated teams of staff to assist in the 
development of their own unique version of career ladders , Each plan reflects 
that district's characteristics. Following are the implementation features 
used as identified by the research center and pilot districts i 
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A. The Bagie tes#aEah & Evaluafcion e^itl^ Research and evaluation 
personnel of the rnodel projeet of the Center for EKcellence in 
Education^ at Northern Arizona University^ are studying the degree to which 
each district is successful in using the legislative guidelines and their 
own criteria for teacher develepment and advancement . The Center will then 
determine the implemantation suecess of each* Model programs will be 
derived from successful eomponents of eaeh program and made availbale for 
use by distriets .interested in making future application. 

New districts will most likely want to adopt from (or adapt to) those 
successful pilot model districts which most elosely relate to their own 
unique coiTOunity and school characteristics^ e.g., urban/rural, 
large/small, teacher age and experience, financial structure^ type of 
teacher evalviation system^ administrative structure^ etc* 

Career Iiaddag Seala Mt Qh^mG^Lwrnm-. Three main areas dominate the 
reasoning behind the development and implementation of the initial pilot 
Career Ladder Programs, In the district CLPs, highest priority is 
predominantly aimed at student academic excellence. This is closely 
followed by excellence in teaching. A third major goal of CLPs is the 
enhancement of the teaching profession. The research projection is that 
this third area is crucial for the success of the first two. 

C. CQiroQsition o£ Carats Ladder Plannin cr Coimitte^a . In all nine 

CLPs/ teachers and administrators made up the primary structure of the CLP 
central planning (or steering) conroittee. Research has shown "... plans 
developed with the people to be affected by them are more apt to be 
accepted and supported mavelnplner Career Laddftr,^ i ^Pflnhlngr 1985)." 
Consnunity members and other outside consultants were involved in the 
planning process in a minority of the CLPs. 

D. Upward fi Downward Ma-^Mienfe g Each CLP addressed the possibility of 
upward and downward rnovement* Criteria such as classroom performance, 
p.cof essional growth^ student academic achievement, non=teaching (extended) 
duties, and self -assessment are reviewed by the evaluators for advancement 
or demotion purposes. Evaluation responsibilities in the majority of the 
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approved plans will ba assigned to the prlnGipal or superintendent. In a 
few eases f district designatad evaluators will be given these 
responsibilities. These district avaluators will be an instructional 
managentent team which niight include teachers and/or administrators . 
Teacher termination^ based on the evaluations ^ is a possibility in over 
half the districts if a teacher fails to advance from pre-entry levels or 
fails to eliminate deficiencies which emargad on tha avaluation. Most 
districts have formulated an appeal process to manage any 
problems /questions that may arise* 

About Salagles & I^jrmlmt Each school district has listed salaries for 
individual levels* A regular salary schedule is available in those 
districts where participation in the CLP is optional. The majority of th 
CLPs specified four levels . Average salary range for these levels is : 



Level I 18^228 - 23,792 

Level II 20^921 - 28^129 

Level III 24,902 - 34^826 

Level IV 20,452 = 37^243 



The lowest salary for tha first level is approKimately $17,000, and the 
highest salary reaches tha $45^000 mark. 

gehoQl CCTBftuniGatian ri^^^f-^ All districts involved in the 
career ladder educational reform movement have recognized v.^hat some rafe 
to as school environment, school culture, interpersonal ielationahips 
(Schmuck & Schumuch, 1974) , More often^ the literature discusses this 
area in terms of school climate (Halpin, 1966) * Packard (1985b; 1985c; 
1986f) has presented research which depicts the fact that business and 
industry and public organisations (including schools) have reeogniged fo 
some time that worker performance is enhanced when their basic 
psychological needs are met, when a system of trust, respect^ praise, 
etc, is recognised and utilized on a planned^ system=wida basis. The 
procedures and types of interpersonal communication^ the way in which 
superiors and personnel interact ^ is central to morale, motivation and 
performance (Packard^ 1984a) * 
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Evidence indicates that the general (and specific) aspects of 
"organizational climate" and the success of various componento are 
interrelated where any change in program or organisation is concerned* 
In the text, Develooino Career Iiaridera In T eaching (1985), they stats, 
"In sehooling as in ecology, a change in one element of the system 
affects most of the others . If teachers acquire mora status and 
prastige, mora privilege and authority . . , teacher morale and school 
climate may ba affected." Therefore, the research, avaluation, and 
program improvament cycle (Packard, 1985d) will involve comparisons of 
suecass in the area of cononunication and climate and how well teachers 
and administrators are able to accept desired educational change and 
reform* 



From a research base, there are many questions to be answered before the 
research project will be able to use career ladder data (and program 
components) to solve problems* The Arizona Career ladder Evaluation Team has 
begun developing and implement a ting data collection procedures, the first of 
which involves the "Career Ladder Perception Assessment Scale" tPacfcard, 
Bierlein, Alaamoni a Halmstadter, 1986) . The Team needs to sacura specific 
answers and results to questions related to increase in student academic 
achiavament/ assurance of quality teaehar performance, enhancement of the 
teaching profession, and recruitment, ratantion, and motivation of high 
quality teachers (Packard, 1985g) , At this point, one thing is clear—the 
teaching profession requires some major support for reform* The profession 
itself, the state, and the nation are all looking closely at career ladder 
teacher incentive programs to determine if this is an answer to soma of the 
pressing concerns about education in this country. 

We know that difficulties faced by the teaching profession and a public 
desire to improve student academic achievement has established the need for 
implementation and study of teaehar competency and incentive programs* The 
findings of this Arizona study will result in development of a modal or models 
which show promise for recruiting, retaining and motivating high quality 
teachers . 
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Arizona has been provided a unique opportunity to develop objective and 
Bymt^^^mmtic rasaarch for decision making. At this pointy the political and 
prOfi^ssional influances saain to be structured for effecting positive policy 
ahatj^Tff^ * One of tha greatest uniquenessas is tha large scale research which is 
bain?Tr eonductad in the school systents . Historically this has seldom been 
acQc?mjaplishad in that satting. 

If school systams are up to t,ha challanga of this required changef the 
teadH^lng profession will davelop in importanca^ social status and prestiga. 
As & -. lasultr tha childran and students^ the raason for thase major afforts^ 
will ; liave a chanca to significantly banafit. In turnf tha Stata and Nation 
will t meat tha "genaral welfara" implications and responsibilities for 
ax^^U^aance in aducation. 

K ^ % %^^Qn At-_R i gh - Tha National Commission on Excallenca in Education^ Third 
^Anniversary Conferanaa^ Salt Laka Cityf Utah^ April 25-26, 1986. 

Ca £&o- ^ T^^ 'idf^ r - -Amphitheater Public Schools. Tuoson;. Arizona, 1985. 

Oatei^^ar Laddar Compensation Plan. Peoria Unified Sehool District No. 11, 
^aoria, Am.f 1985, 



Gan^a^n- T.^HH^r Plan, Washington School District, Phoanix, Az , , 1985. 

Ifid^^r Jlan i Enriching Lives Through Eduna^inn. Apache Junetion 
ll^nified School District #43* Apacha Junction, Az , , 1985. 

fla^a^^ Ladder Program for Teaah^r,^, cava Creek Public School District Nunibar 
Cave Craak^ Az,, 1985. 

C&£ti^?led Eniplf^YAft Appraisal Byat.mm. Kyrena Elementary School District ^ 
la^ampa^ As . ^ Fall, 1985. 

ESV^l^opina Caraar Ladders in Teaching, Association of Taachar Educators^ 1900 
^Aasociation 'jriva^ Raston, Virginia^ 1985* 

HjQ5sAnn<7 W^n.'? Career Davaloomant Plan. Flowing Wells Unified School District 
I^o. 8. Flowing Wells, Az , , 1985. 

paek^^^^df Richard D, (a) "Human Developrnant i The Art of Administration*" 

P^apar prasanted at tha annual Arizona Allianca for the Arts Conferenca 
(I Humanities Division), Tucson, Az., Dacamber X, 1984* 

- ^ ^ (b) ^DetaMiining Administrativa Ef factivanass in Managing 

H-iTjman Rasources for Davalopment and Productivity*" Paper prasanted at 
t:=lie Cantar for Excallence in Education Resources Managamant Symposium, 
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